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HEMORANDUM FORs  Director of Centrel Intelligence e
SUBJECTs DD/P Opganization

1« 4s one of the "fathers” of merger, I fasl obliged to repert
tm&mwmmmmnmmumtu&tmm* As
Inapector Ceneral; I am compelled to advise thet I believe organisa~
tional changes are nssessary for reasons of sfficlency, sconory, and
operational soundness.

2. It should be noted that merger was started in an evolutionary
miener, AD/30 and AD/PC agresd that certain services could best be
performed a3 services of ocommon concern, thus: Operational Aids Divi-
sion of 50 and Research and Devalopment of PC became TS33 30 took over
both Registries in the RI Divisiony 30 established as a service to
both offices for developing commercial oover the Cover Divisiong PC
established the Alr-Maritime Division to support both offices, ete.
Secondly, 1t was agresd that arsa divisions wonld be merged gredually
sterting with NE shere there ws imssdiate agresment on Boosevelt as
Chief, ztmmmnmmmmmmuwm
and as qualified branch chiefs could be shosem,

3+ Due to this svalutionary method of merging it vas reeognised
mmmmuMa%a;Wamm But it
wAs never assumed, certainly not mderaisned, that this organe
isation would be permitied to continue to sxisgtesbul would itself
svolve into a single staff system, with the gtaffs exeroising purely
Ugtaff® functions in the trus sense of ths word and the comsand and
astion function would become ceniralised in the area divisions. This
osrtainly was envisionsd as the divisions ware pernitted to orgunise
with staffse-gomo of them fairly sissable--of thelr owm.

ke OConsequently, the situation which has devaloped is ane in whioh
we have & largs, irrational staff structure--hich axercises command
funotions and "operates”--superisposed over the ares divisions, sach
with thelyr own integrated staffs, I‘Mrﬁultiammmatwnca-
tion of sffort, conflicting command muthorities, division of
bility and dilution of effart, Lut alse of ths entire field mad.aa&im
which is repidly despairing of ever getting prompt action on snything
from headquarters except in ewsrgzancies or *flups."
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S¢ Prior to dsaling with some of the problems of the present
orgenisstion, there are oertain feelings and philssophiss that should
bs mantionad as contritmtory to the pressnt situation. The bitbernesa
of fesling hetwesn cartaln segments and osrtain levels of 30 and PO
should not be underestimsted., “ercay did not diespel this feslinge-it
now talies the form of former PC personnel faeling that former 50 peraon-
nel are in the driverts seat and there iz dlsorimination against ex-FC,
There hag always besn a strong trede-union fesling saong 30 perpornel.
wWhils ssprit de sorps is oomnendsbls, this 80 attitude goes bayend that
and talkes an intolerant, unimaginstive, negative attitude againat
persons and activities that do not conform to the 50 pattern. Kot to
bs overlooknd is the bitter feeling that existed betwean DD/A and DD/Pee
o fooling that was never aided by the oft-axprassed view of the former
DD/A that he alono was safsguarding the DCI's intereat. This latent
hostility between ths two major componants is stlll an important factor
in the organisstion of the ID/P structure. For, on the one side, the
ID/P aren in organised to help itself beosuse it neither trusts nor
relies on the ID/A area to perform their funetions (an attitude that
too often in the past has been justified), and in the II/A sves there
iz distrust of the operators, the aforementioned sttitude that all flaps
start with /P, and a tendency to attempt to take over, rather than
sssist in, mwthing that they are brought in ons Most aimply stated,
the ID/A erganisation wether than trying to find guick, uncomplicated,
easy solutions to DD/P problems still sppears to be obsessed only with
the mission of erecting as msny safegusrds and regimented rules of
procodure as ot be devised, This tyend, if contimed, will soon
eliminate my fleibility and require "operators™ to be guardhouse
imgyers if thay want to bhe gperating safelys. The final factor that
should bs mentionod i3 the basic one of the growth of hureausragy.
Each of the axisting staffs and divisiony have their entrenched buresu-
uz;ta who will oppose any change sz endangering their positions and
P mﬁﬂt!&

6, Here are some of the incongruities of the presant DD/F organ-

isation--ag3 san Lo seen 1eally in the shart, Amnex I. (A1l figurss
used ars oneduty persormel,

soven: principal staffs ranging in sise
troal
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be H syt g’
ranging in sise from

Sevaen Area Divisions:

25X1
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oa Tive of ths ataffs have subordinate divisions which
total 24 1e mabe}

ds Subordinate divisions undsr staffs range from one under 25X1
D/P Admin %0 13 in 753} and in mubers of personnsl from in
Logletios Division of PE and Wator-Air Divisien of 743 to in
RI Division of FIj

e+ In addition to subondinate divisiens, two of the steffs
have gubordinate ataffs, tolaliing eight, one in FP and saven in
¥ig

25X1

fs In addition ‘o all of the above, 1t mgh be taken Ilnto
sceount the fact that each of the area divisions has itz own set
of stalfa-sgee Ariex II for the chart of one divislon slone, FE.
fore are staffs totallisg  |persons(or neapkyone=-third of the

[ ]in neadquarters); 25X1

g« To tuke one phase of the anization alane, fdwinistretion,
note that in Ammex I there 1z a DD/P Adwmin Staff of a FI Admin
Starf off | a P Admin Division o & TS5 Adnin Division of 51
~gr & total of four units and in the top stalt
ure of IT/P aleps in adninistyetion, A glenee at Angex IT 25X1
irdteate that FE Division alone has an Adwin 3taff of | [(each of
the ether six ares divisionz also his sn addnistrative staff);

he The multiplielity of crgsnisstions ot tha differet
levels indicated for Adwinistration osuld &lse be shown for PI,
¥y and PMg 25X1

1. Mot to be ignowvad sre the statisties showing !pwm
in the staffa elone in Waa::ington bafors even arsa 4i heade
quartars ire cansidered}

i» In summation, thers are seven aves divisions, seven prine

cipal staffs, 2k subordinate divisions and tizht whonﬁmt&
staffs in the ID/¥ complax or = tobal of 48 ma! it
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7+ There sheuld be certain sssumptions granted before organ.
izational econcapt for the DD/P ares is valid, Thess are o orE

&i_& That the W m ﬂr the osranleation
sust be eonducted in a clendestine fashiong

by thas the chein of cormand {s ewsroised through
the ares diviglons snd hranches to the ficld stabions;

s that with limited rorsconel and faoilities to
aceerplish our mission the opereting exegubives will be
?mviggi zi%ist of ""ﬁ”é.;i%” oy sx*eai%:awm% gm station
cor the utilisation of thelir assetey L.e., (1) penotration
of any doviet misslon, (2) mﬁmian af'tb& Compwnist
Partyy (3) sotion to mwport wbiesormnist groups, (L) astion

Ur Waile thin does not purport to be a coxpleted staff study, it
neverthelsss seens approprists to advense & surrested organt sati on—see
Amngx 1if. Under thim proposad orzanimation tha DD/P, his Lwwdiate
Nos 2-~00P, and their two prineipal assistants, Deputy (er Assistant)
for ¥I, and Depuly {or Asalstari) for PP, would be responsible for a1
aativitisg of the Clandestine arpanization, with the next in the ehain
of gommnd boing the division ohie? {and throwgh him the branch shiaf)
to tha siation chief ovargeas, In other words, the thrae key men ler
all aetivities in| |#ould “e DD/P, Chisf EE, Sentoyr Representative

There would be five prinaipal staffs, as indieated in the ot
Opsrations, Plans, tduintstpation, Operations) Support and Intellisence
Supporte The ¢hart (Annex III) indisetes the presont corpononts thet

uld be greuped under the new ntaffm, Two of thess ptoffs require
spesisl comment,

Ge Into an Operationn. Suppert Staff would be rroupad
.ﬁ&mﬁg&wmﬁ vhich ecat solsly to provide the toolas for
oparationns
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be An Intelligenge 3upport Staff would group together
a1l of the handling of thw information eallested, or the
infermstion nesded for oparations, This staff would serve
4 vital funetion in the /P arean of constantly keeping the
and product in the syes of the operators) and asting &8 on
ispartial) judge of the results,

It should be noted that PM is wxoluded, If CIA iz to eontimie
pesgetime activitdies in this fidld, thay will be 1y of & war
pisnning nature and should be ear | on & part of the Staff.

1t should Also be noted that the ISR Staff and PPC Staff are
sxcluded. The firat apoording to 20/P owdines two functionse
that of ' and that of operational review, The inspection
function helongs to the Inspector Jeneral, and I do not believe we
are 4 blg snough or mufficiently weslily organisation to afford the
Iuxory of sllowing our omponents to ingpent thazaslves. The epere~
tional review function should be either grouped with the PPC funetions
mmmafmmaumﬁaﬁmrumw
whether such & funotion dosan't in effect relieve the division and
bpanch ehiels of thelr primiry responsibi) ity for constant and
recarrent review of thelyr own operations,

$s Although Annex III might seem to indiestes that sush a proposed
organization would regroup ataffs and diviglons, {ts medin sscome
‘ wnld be 4o 4 & major scenory in mepower, 3 reduction
in the 7/0, and & saving of considersbls monay. Hars are just a few
of tho sconomios that could be effesteds

s Valuable smecutive menpower would be econssrved; (as ome
itan for considerstion, it should be noted that cach division
new has & Chief, Deputy Chief, Chief FI, Chief PPe-and seme have,
in addition, Chiefs of Operations and Rueeutive Sesreteriss.
Siwplified organization plus an indieation of priovity of
rdenion oould eliminate the speaislimed chiafa.)

10s Alse to be esnsidernd in effecting any reorganisation is whether
the SR Division is & proper concept, 1s pulidng its weizht, and should
he sontimied in its present form. fﬁﬂ@ﬂm'mﬁm&uw*
has failed, It came into being medinly beesuse the other divisions wers
not devoting sulfficient attention to Soviet targets. This failure can
be avolded asaigneent of priority of mission, with the ssgsets of the
3R Divigion ited in the apprepriate divisions, This would also
sliminate the problems created Ly the SR Division alweys operating out
of the territory of ths other divisions,

LN B. KIREPATRICK
Inapagtor Oaneral
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